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ABSTRACT 
Total Quality Management (TQM) is mostly considered for promoting the performance of services, processes and product 
to live up to the expectations of the customers, as well as possibly outstrip customers’ expectations. Most of the senior 
management devised the most workable and appropriate ways of applying the quality philosophy to stimulate and achieve 
industrial, sustainable success. The main objective of this study is to analyze the critical factors affecting on Total Quality 
management (TQM) implementation in telecommunication industry of Saudi Arabia. The data have been collected from 
telecommunication industries of Kingdom of Saudi Arabia by conducting interviews and distribution of structured 
questionnaire among managers. To provide the data, respondents were given the choice of being interviewed or self-
administer the questionnaires, and send them back to the researcher. The result showed that the seven factors workforce 
involvement, training and learning, leadership and management involvement, continuous improvement, customer focus and 
rewards and recognition are more relevant for successful implementation of total quality management in 
telecommunication industries of Saudi Arabia.  
Keywords: Total Quality Management; Telecommunication Industries; Critical Factors. 
 
1. INTRODUCTION 
The Total Quality Management (TQM) is mostly considered for promoting the performance of services, 
processes and product to live up to the expectations of the customers, as well as possibly outstrip customers’ 
expectations. Owing to the ever increasing competition in the marketplace, enterprises / industries are always 
looking for new ways to stay competitive. To this end, many industries try to adopt and apply a set of operation 
management practices to assist them in enhancing the efficiency of their operations and processes. Among all 
these practices is Total Quality Management (TQM), a practice that has been receiving a lot of attention in the 
last two decades (Salaheldin, 2009; Jung and Wang, 2009).  
Quality management is usually considered to be a philosophy that stresses on continuous organizational 
achievement reflected in consumer happiness through the contribution of workers constantly working to 
enhance processes, services and products (Al-Asiri, 2004). It is an all-encompassing effort expended to bring 
about customer satisfaction through continuous improvement (Torbica, 1997). Other researchers define that it 
is satisfying or exceeding the satisfaction of the business stakeholders’ needs and expectations (Steele, 1993). 
These TQM’s definition covers the entire critical success factors including aspects of leadership, hard and soft 
elements. According to Zairi (1994), TQM is a confident endeavor by the firm’s worried to develop mechanical, 
infrastructural, communication and organizational ways of carrying to the termination client, with focus on 
consistency, enhancements in quality, increased the competitive, all with the aim of sustaining or appreciating the 
termination clients.  The Wilkinson (1998) define TQM in three –word with following as shown in Table 1. 
Similarly, Zairi and Youssef (1995) define TQM as an overall philosophy whose main goal is to meet or exceed 
the needs of the internal and the external clients by creating an organizational culture in which each one at every 
stage of creating the product as well as every level of management is committed to quality and clearly understands 





by top management to attain and support high quality productivity, concentrating on the preservation and 
incessant development of practices through learning at all levels and in all purposes of the society including the 
embracement of relevant external parties in order to encounter or surpass consumer prospects.  
According to the International Standard Organization ISO 8402:1994, TQM is a managing method of an 
association, centered on quality, based on the contribution of all its members and pointing at long-term success 
through consumer contentment, and reimbursements to all members of the association and culture (Dale, 1999). 
These all definitions show that while customer is mentioned as the main driving force, it is both management and 
commitment that results in cultural and organizational modifications needed for the achievement of TQM 
application.  
The American Society for Quality defines quality as how good the products or the services satisfy the consumer 
conditions either specified or oblique (James, 2008). It is notable that this definition of quality is similar to one 
stated in the Malcolm Baldrige National Quality Award (MBNQA) criteria. From this definition, it is clear that 
quality should be characterized as the element that meets or exceeds customer needs, wants and the features 
comprising quality include performance, durability, aesthetics and service quality (Lian, 2001). Therefore, TQM 
is a management philosophy that highlights the need for every employee within the organization to work in 
enhancing the processes for the purpose of meeting or exceeding customer expectations. According to Motwani 
(2001), the emphasis stated in MBNQA is inclined to the achievement of customer satisfaction by continuous 
quality improvement, as opposed to the provision of a holistic kind of quality improvement.  
Most of the senior management devised the most workable and appropriate ways of applying the quality 
philosophy to stimulate and achieve industrial, sustainable success. The focus on quality and customer satisfaction 
has spread globally; as business firms embrace the quality systems to survive the unending competition. The entire 
parts of the industry should work harmoniously and cooperatively towards common objectives and goals. The 
position is supported by the fact that a change in one activity in an industry, results to a change in other activities 
in the same industry. The same line of thought is applicable to individuals in an industry who supports the running 
of the industry, as well as achievement of the goals of the same. Changes in the corporate world, as well as 
competition pressure, motivate organization to pull the best functions, in their entire operations for the highest 
effectiveness possible.TQM provides the best solution for businesses and offers the businesses to avail the chance 
to be remaining in business and operational. In the modern management processes, TQM has become the most 
popular business strategy. Imperatively, the prime focus of the business strategy is in the minds and hands of 
individuals who use the techniques and tools of TQM. Although the techniques and tools are significant, they 
require the focused minds and skilful hands to manage and ensure that organizational goals are realized 
(Besterfield, 2003). The increasing popularity of total quality management philosophy for enhancing organizational 
effectiveness and competitiveness has made strides leaving the critical examination of success factors, which 
should come to play for the smooth adoption of the philosophy of business management (Besterfield, 2003). The 
problem of implementing the TQM business strategy emanates from insufficient knowledge about the entire 
process, especially in the developing countries as Saudi Arabia. Although business firms in the developing nations 
are embracing TQM, the knowledge of the strategy is still in the juvenile stages. Therefore, managers and other 
senior personnel in firms adopt the business strategy, without substantial understanding of the critical success 
factors, which influence fruitful TQM implementation, in telecom industry of Saudi Arabia. In the same way, an 
intellectual inquiry and investigation of the critical factors, which affect the implementation of TQM in the telecom 
industry of Saudi Arabia is a substantially viable field of pursuit (Besterfield, 2003). This study will predominantly 
classify the critical factors that influence the implementation of TQM in telecom industry of Saudi Arabia. The 
study will also emphasize the perceived significance of the critical factors, which act as pillars in the adoption of 
management philosophy. 
The rest of the paper is organized as follows. Section 2 presents related works; section 3 outlines the 
methodologies of data collection while section 4 and 5 presents main findings and data analysis along with a 






2. RELATED WORK 
With the main aim of meeting customer needs, increasing responsiveness and obtaining better competitive 
position, firms have begun adopting TQM programs (Ohmer, 1997). Garvin was attributed to the efforts for 
charting the history of the U.S. quality movement based on a sequential changing of focus over time (Gonsalves, 
2002). At the onset of the 19th century, Garvin provided the following four-staged TQM evolution (Ohmer, 
1997), see Table 2. 
TQM is usually considered to be the main reason, why Japan achieved global economic prominence after the 
Second World War. In addition, it is also the reason for restoring America’s competitiveness (Powell, 1995). 
From this point of view, it can be deduced that TQM is an unstoppable, pervasive strategic force in the current 
industrial economy. TQM’s beginning can be sketched back to Japan in the 1960s by Ishikawa who adopted quality 
management philosophies from Deming and Juran in the 1950s and introduced it to other countries (Miyagawa 
and Yoshida, 2005). In addition, of the pioneering researchers of TQM, the Powell (1995) traced TQM’s basis to 
1949 - the year when Union of Japanese Scientists and Engineers (JUSE) created a committee of scholars, 
engineers, and government officials aiming to improve Japanese productivity. Soon after, statistical control and 
statistical training was developed respectively and dissemination of Deming’s philosophy among Japanese 
manufactures was carried out.  
In the United States, from early to mid-1990’s, due to the high competition from the Japanese companies, TQM 
was finally surfaced (Hill, 2008). The situation then was unfortunate to say the least, as businesses were not doing 
too good and there was a marked deterioration of quality and productivity. Consequently, from 1946-1986, TQM 
came about and studies by TQM originators such as the Deming, Juran, and Crosby modified both American and 
Japanese business philosophies (James, 2008), In Japan, it brought about managerial innovations like quality circles, 
supplier companies, cellular industrial, just-in-time construction, and development (Powell, 1995) while in the 
U.S. prominent hosing American firms like Ford, Xerox, and Motorola, were the pioneer adopters of TQM 
guided by Deming and other quality consultants. Several U.S. manufacturers adopted TQM towards the end of 
the 1980’s.  
Another pioneering TQM researcher is Crosby who is credited with the creation and the promotion of the 
concept of zero defects as opposed to inspection and checking to ensure quality (Ohmer, 1997). Crosby asserts 
that quality management should be implemented as a permanent and enduring process backed by education. On 
the other hand, Deming, the leader of quality movement, concentrated on reducing variability in manufactured 
goods and reducing costs. Deming recommended that product requirements be redefined to keep up with the 
always changing customer needs and demands. Similarly, Feigenbaum in (1991) also contributed to TQM studies 
by defining it as a philosophy of strategic commitment to excellence. Feigenbaum in (1991) stressed employees’ 
commitment to an error-free performance. On the other hand, Juran introduced his philosophy consisting of the 
trilogy – quality planning, quality control and quality improvement (Hill, 2008). He also introduced the Pareto 
principle – the 80:20 rules, which countries that 80% of the problems originated from 20% of the reasons, and 
hence, management is required to focus on the 20%. 
Owing to the growth of the expectations for quality in international trade and in customers’ expectations, the 
formation of quality declaration standards came about such as the International Organization for Standardization 
(ISO), developed in Geneva, Switzerland (James, 2008). ISO 9000 comprises various standards. In addition, quality 
award models such as the US’s Malcolm Baldrige National Quality Award (MBNQA), the European Quality 
Award, the Australian Quality Award and the Japanese Deming Prize began to hold prestigious levels and 
consequently benchmarking became widespread in different kinds of firms (Al-Asiri, 2004). The awards signify 
quality and how it can be realized.  
Of the most notable studies on quality is Garvin’s identification of the five approaches to defining it (Torbica, 
1997; Lian, 2001). These five approaches are shown in following Table 3: 
Manufactured products have features like performance, durability, reliability, aesthetics and perceived quality for 







To investigate the critical factors playing important role in TQM, data were gathered through personal interviews 
and distribution of structured questionnaires among project managers of four selected telecommunication 
industries of Saudi Arabia. In some cases, returns were via email or phone where such method was required. 
Under this method, answers were reviewed and a thing was noticed that differences were not so and if it found, 
they were tested again and again.  
 
4. FINDINGS AND DATA ANALYSIS 
The result shows that a project can’t fail on account of one or more hidden factor. All projects have diverse 
problems and many of factors are associated with each other’s. These findings identified factors contributed in 
successful TQM implementation in telecommunication industries have been shown in Table 4. 
The literature study gives us some untested and unstructured findings that TQM has gained the reputation of 
being the most popular business strategy, which is being currently adopted by most firms, particularly in the 
developing nations. The telecom industry in Saudi Arabia has had its fair share of TQM through four mobile 
companies as discussed in Table 4. However, it has to focus the attention of researchers that the four mobile 
companies has not realized the full benefits of TQM, despite the evidenced success and increased 
competitiveness.  
All the mobile companies particularly the mobily have made remarkable milestones in the functioning of their 
operations follow the implementation of TQM. However, other mobile companies have not realized the complete 
benefits of the business strategy due to discrepancies in the implementation process. The problem emanates 
from lack of sufficient knowledge by the senior management, which is directly involved in the implementation of 
TQM. The execution of TQM involves serious variables, which should be harmonized to ensure maximum 
derivation of the benefits of the business strategy. The position makes it absolutely significant to understand the 
factors that impact the implementation of TQM in the telecom industry in Saudi Arabia, as well as other industries 
in the developing nations. 
The research study examined and explored the critical factors, which affect the implementation of TQM in 
telecom industry of Saudi Arabia with specific focus on the mobile industries. Not only in Saudi Arabia that firms 
have concluded that effective implementation of TQM can elevate the competitive abilities of the firms, as well 
as offer advantages in the marketplace that is strategic. There is a rich literature that confirms that the 
implementation of TQM has resulted to the improvement in productivity, competitiveness and quality in 
approximately 30% of the firms in Saudi Arabia. On the same note, TQM implementation has seen a more than 
90% improvement in operating procedures, customer satisfaction, employee relations and financial performance. 
There have been lots of breakthroughs in the examination of the TQM implementation, as well as the positive 
impacts of the same to the mobile firms (Besterfield, 2003). Many studies had already been done abroad in similar 
fields to assess the significance of the critical factors that influence the implementation of TQM in mobile 
industries abroad. However, there is a serious scarcity of such studies locally; as TQM philosophy is still new in 
the developing nations’ business management. Most researchers and academics declare the positive effects of 
TQM practices on improvement of productivity. For example the studies in Pakistan on the critical factors that 
influence TQM implementation in the telecom industry concluded that the sustenance of productivity in the 
telecom and mobile industry relied on successful implementation of the business strategy. The study concluded 
that TQM approaches have had a noteworthy impact on relationships and operations within the organization, 
which have backed their long-term viability (Besterfield, 2003). There are effects that greatly overshadow the 
quality-oriented process, and these factors could be external or internal. The factors influence the performance 
of a business firm, regardless of the field of operation. Mobile firms as Mobily with effective implementation of 
TQM can attain the internal benefits. The internal benefits include enhancing productivity, improving quality, as 
well as realizing lucrative operating capital (Besterfield, 2003). Imperatively, productivity in the telecom industry 





the customers. For instance, the mobile industry has introduced smart phones and mobile software, which 
improve the usability of mobile phones. Previous studies have explored the impact TQM on profitability and 
productivity. The study examined the following variables of TQM customer focus, top management commitment, 
benchmarking, training supplier relationship, employee focus, zero defects, process improvement and quality 
measurement, which are also relevant to the present study. The commitment of senior management is the key 
compass that orientates the implementation of TQM the mobile business firms. Top management is responsible 
for creating the values, goals, as well as systems to satisfy the expectations of customers and elevate the 
performance and productivity of the organization. The client focus provides awareness to the firm to be 
modernized to any change of environment. Further, the firm undergoes the required change needed for 
innovative action and product quality. On the same note, training that is quality oriented is the most significant 
practices to familiarize with the concept of quality, skills and methods, which are consistent with the entire idea 
of focusing on quality. Imperatively, employees are the internal clients of any business firm. The other factors, 
which influence the implementation process of TQM in telecom industry of the Saudi Arabia equally significant. 
Therefore, these factors should be given equal weight. 
TQM is a novel managerial philosophy, which has become the requirement for organizations that seek to outstrip 
over competitors. TQM benefits are closely related to the successful implementation of the business philosophy. 
Therefore, all the critical factors that affect the implementation process of TQM in telecom industry of Saudi 
Arabia have thoroughly examined, investigated and fully comprehended to ensure that the managerial philosophy 
is approached form a comprehensive vantage point. 
 
4.1 SIGNIFICANCE OF THE RESEARCH STUDY 
It is apparent that there are a number of failures that have accompanied the implementation of TQM, in the 
developing nations (Besterfield, 2003). The failure emerges from challenges with harmonizing and mastering the 
critical factors that affect the implementation of the managerial philosophy, in the telecom industry of Saudi 
Arabia (mobile). Therefore, there a shortage in the knowledge and skills, which are required for a complete 
implementation managerial philosophy, in the developing nations. This study shade a plenty of light in the critical 
factors which should be considered during the implementation of TQM, particularly in the mobile companies in 
Saudi Arabia (Jun, 2006). These information will be more beneficial and helpful to the top management; as it will 
clarify the roles that are played by the same, in the successful implementation of TQM. On the same note, the 
study will also clear the air on the role of employees and clients in ensuring the TQM works to the expectations. 
It is imperative to note that, a quality oriented approach will see lots of organizations move from small scale and 
medium scale operations to sizeable functioning due to the emphasis on quality of the products, as well as 
customer satisfaction. Unless all relevant factors are considered in any process, the process will not be covered 
as per the requirements. The entire business sector is most likely to benefit from the study; as many other 
industries will seek to streamline the implementation of TQM with the entire factors in mind. The competitive 
advantage will improve and expand mobile companies; thus create employment opportunities and revenue for 
the government. On the same note, customers will benefit from high quality services, which will also be affordable 
due to competition. 
 
4.2 DATA ANALYSIS AND RESEARCH OUTCOMES 
The design of the questionnaire yielded lots of ordinal data; as the observations and answers in the survey were 
ranked. 40.75% of the participants were managers (top, medium and junior level). The investigation also 
established that 7.35% respondents were junior managers and 17% of the respondents were supervisors. Finally, 
73% of the respondents were junior employees who worked at the floor of the mobile companies. Asked about 
their prior understanding of the business philosophy of TQM before encountering the definition of the same, 
81% of the respondents gave a positive answer, while 19% of the participants admitted that they did not know 
the meaning of the concept (Besterfield, 2003). The rest of the outcome variables in the questionnaire had three 





three categories in the entire outcome variables was not the same. For instance, the distance between strongly 
agree/agree category and neutral is larger than the distance between neutral and strongly disagree/disagree. 
Therefore, most of the participants gave positive an answer with regard to the survey questionnaire inquires. 
The implication of the outcome variables is that the most positive assumptions regarding the workability of total 
quality management to improve the functionality and productivity of the company were true. Therefore, the 
factors that were identified as critical in the implementation of TQM were indeed necessary and should be 
accounted for in the entire process of implementation of the managerial philosophy. 
 
5. FACTORS AFFECTING TQM IMPLEMENTATION 
There are certain essential factors that should be considered in the implementation of TQM to guarantee 
increased profits, vast market share and reduced cost in the operations of the telecom industry, in Saudi Arabia 
(Padhi, 2002). These factors are briefly described in next section:  
 
5.1 MANAGEMENT LEADERSHIP AND COMMITMENT 
The transformation of the Saudi Arabia mobile communication services to match world class standards cannot 
be realized, without the input of dedicated, hands-on leadership. Some practices, principles and critical factors of 
total quality management may differ among industries and firms (Besterfield, 2003). However, there is undisputed 
agreement as to the significance of leadership, by uppermost management when implementation of total quality 
management (Flyvbjerg, 2006). Leadership involves describing the requisite for change and transformation, 
mobilizing new commitments through establishment noble frameworks, which are tailored to take the 
organization to new visions. Therefore, the top management is directly involved in mobilizing change through 
modification and transformation of structures, systems and cultures, in an organization. The attainment of the 
above visions requires management, to partake in the transformation of quality. The critical factors and principles 
of total quality management are not universal and workable to all business firms; as they differ with respect to 
the business operations (Dvir and Evans, 1996). Therefore, the senior managers should outline the quality plans; 
quality policies and quality goals, which remind employees on a regular basis that the clients are the top priority, 
not the products (Smith, 2003). Quality goals and objectives guide the employees and act as blueprints of the 
things that will have to be achieved by the business with regard to quality. On the same note, the quality policy 
will offer guideline on how workers are to achieve the objective. Management commitment necessitates 
developing systems of management, which ensure and assure that quality is considered in the entire processes, 
in a firm. Therefore, plans that are meaningful as conducting yearly quality audits facilitate top management obtain 
insights into challenges, which are encountered by the firm while pursuing the quality plan. In a nut shell, the 
commitment of leadership and management represent a shift of paradigm from the traditional responsibilities, 
and roles of the management towards noble roles, enhancing and supporting the complete, quality environment 
and culture (Cohen and Brand, 1993). 
The survey results and outcomes indicated a consistent relationship between the implementation of TQM and 
the commitment of the top management; as a critical factor. The questionnaire posed a question concerning the 
commitment and roles of top management in the TQM implementation and the responses were outstanding. 
The results indicated that 75% of the respondents believed that management style was a participative style, which 
encouraged all individuals to give their best to ensure that customers get the best quality services (Yin, 2002). 
On the contrary, 17.3% disagreed with the idea of management style being a participative style while a small 
percentage of respondents remained neutral about the question (Yin, 1994). Further, 61.5% agreed that 
executives embrace a motivation culture amongst employees rather than fear while 31% disagreed (Cohen and 
Brand, 1993). The implication of the results is that lots of people did not agree with the idea of executive 
embracing the motivation culture; it became apparent that executive instil fear in employees; thus compelling 
them to deliver or risk being fired. A small percentage of employees (6.7%) had nothing to say concerning the 
question of motivation culture. The majority of respondents (75%) agreed that the communication of TQM goal, 





communication between the top management and employees is central to the implementation of TQM. 
Therefore, the finalized draft should be communicated to everyone to avoid confusion. Imperatively, a substantial 
percentage of respondents (21%) disagreed with the idea of effective communication of the finalized TQM goals, 
mission and vision while a negligible portion of respondents remained neutral about the issue (Besterfield, 2003). 
On the same note, a sizeable proportion of respondents agreed with the fact that he top management employed 
techniques of communication to ensure that every employee get the intended message with precision. Although 
there was unexpected proportion of respondents who remained neutral about the issue of employment of 
various communication techniques by the management, the ratio of participants who disagreed with the idea was 
significantly high (Besterfield, 2003). The implication of the results is that communication between the top 
management and the employees was not as smooth as it should be; thus indicating serious cases of communication 
breakdown in the mobile communication sector. 
The question on the executive encouraging cross-functional allocation of resources and team work participation 
had the highest number of respondents who disagreed with the idea (Padhi, 2002). 43% of the study participants 
disagreed that top management encourages team work participation, and this is a serious outcome, which works 
against effective and successful implementation of TQM (Cohen and Brand, 1993). The same high value was 
obtained from respondents who chose the neutral option. However, the ratio of people who agreed with 
effective communication claimed a fair share of the respondents; as 56% respondents agreed with the concerns 
of the question in the survey study. The question of an executive committee being involved to support the 
program of total quality management in every means possible also received shocking response; as a significant 
ratio of respondents 40.2% disagreed with the idea executive committee involvement in support of TQM 
program. On the same note, the number of respondents maintained a neutral position regarding the extent of 
support from the executive. The percentage of participants who agreed with the idea of the executive supporting 
the program of TQM was fairly low (52.5%). The implication of the survey outcome was that the respondents 
did not appreciate the efforts that the executive employed to support the implementation of total quality 
management (Cohen and Brand, 1993). This could be a huge problem that hinders the success of the 
implementation of total quality management. Furthermore, the question of leaders reviewing policies, benchmark, 
standards and procedures against outstanding practices, in the industry gained substantial degree of agreement 
from most respondents (Cohen and Brand, 1993). 71% of the research participants agreed with the position, and 
this was a remarkable outcome with regard to the necessity to review the progress and policies of a program 
periodically (Besterfield, 2003). On the contrary, the number of respondents who disagreed with the position of 
concern was also high. The implication of the outcomes is most likely that some respondents; especially junior 
employees were not aware of the policy evaluation processes, which were employed, by the firm. The 
commitment of the entire levels of management to support and improve TQM was consented by the majority of 
respondents. Although a small percentage of the respondents maintained a neutral position. It is apparent that 
all mangers have the responsibility to focus their time, resources and talents towards supporting the 
implementation of total quality management program (Besterfield, 2003). The question of a comprehensive TQM 
plan being prepared by the executive and being presented to all employees to guide them through the journey 
of TQM received an outstanding acceptance from the respondents. This means that every employee was aware 
of the goals and objectives of TQM; as they were stipulated, by the top management. It would be extremely 
difficult to navigate through the journey of total quality management, without precise guidelines from the 
authorities. With clear guidelines of the destination and targets of an organization, employees can work their 
way to the goals with minimum challenges (Cohen and Brand, 1993). It is imperative to note that, there is a 
significant number of research participants who disagreed with the fact that the executive gave guidelines to the 
employees concerning the journey of total quality management. The number of respondents who maintained a 
neutral position regarding the issue was almost negligible (Cohen and Brand, 1993). The question of middle 
management being in the centre of total quality management strategy, as well as formulating procedures, policies 
and standards, gained substantial acceptance; as a significant percentage (71%) of respondents agreed that the 
middle management was the pillar of TQM program. The remaining percentage covered the respondents who 
remained neutral and those participants who disagreed that the middle management was vital in the 






5.2 REWARDS AND RECOGNITION 
The employees to perform a quality work, require being managed in ways that convince the employees that the 
tasks that they are asked to do satisfy the needs of the employees. Employees are most likely to work extremely 
hard and add on their efforts if they realize that their efforts are recognized and rewarded, by the executive. At 
times, it takes a simple compliment to get employees to utilize their entire talents, as well as dedicate their efforts 
for the success of the firm (Besterfield, 2003). It is apparent that the most down beating situation in a work place 
is a case where employees feel that their efforts are not appreciated. Such employees perform routine jobs, 
without the slightest intention to innovate or create new ideas on the ways of improving the quality of their 
services. On the same note, unmotivated employees harbor undesirable emotions and feelings, which spoil the 
customer relations. There are cases when employees speak rudely to the clients; thus minimizing the chances of 
the business to claim and command a fair market share. Rewards are deliberated to be something given or 
privilege granted to a person for quality and exceptional performance of work. Rewards can be informed of cash 
or other tangible stuffs of financial value. On the same note, recognition describes an act of acknowledgment, 
which is directed at a person’s social needs and self-esteem (Cohen and Brand, 1993). Recognition and rewards 
should be incorporated, in the culture of an organization to support the implementation of total quality 
management in the mobile communication sector. Therefore, the concepts of reward and recognition are also 
classified as vital and critical factors, which affect the implementation process of total quality management 
program (Cohen and Brand, 1993). Imperatively, show of concern, praise, coaching and recognition are essential 
forms of rewards, which must be employed at all times, and never neglected. It is noteworthy that recognition 
and rewards should be proportional and appropriate to the situation. Therefore, excellent achievements should 
be met with prominent rewards and recognition, and small achievements should also be recognized by small 
rewards. Failure to match the ranking of recognition and reward with the magnitude of the achievement will 
work against an organization; as lots of money will be spent in recognition of small achievements. Further, 
employees who dedicate lots of efforts to achieve exceptional goals might lose their morale after realizing that 
their efforts will not be recognized appropriately. As the position, of the paper has stated severally in the 
argument, the journey of implementing the program of total quality management in an organization necessitate 
the complete participation of every person in the organization. Rewards and recognition can take the form of 
promotions, salary increase, bonus, pat on the back or theatre ticket. In an environment of total quality 
management, the usual recognition system should be changed and modified to suite the current situations and 
demands. In such a case, recognition must only be granted for exceptional effort, which result to the attainment 
of goals, but not for the attainment of the goals (Cohen and Brand, 1993). The effort recognitions approach offers 
an influential incentive to the entire team of employees to become involved and participate in the improvement 
of quality (Cohen and Brand, 1993). Furthermore, such an approach facilitate the management demonstrate their 
commitment to the promotion and support of total quality management. It is imperative to note that, employees 
should be involved in the planning, development and execution of new rewarding and recognition systems 
(Besterfield, 2003). Employees own up the programs that involve their participation and opinions; thus remain 
committed to the program and they go, out their way to sacrifice their time and resources for the success of the 
programs. The survey questions that were related to the critical factor of reward and recognition indicated a 
predictable pattern of outcomes. Concerning the question on the existence of rewarding systems, in the mobile 
communication sector for distinctive employees, a shocking percentage of respondents (28%) disagreed with the 
position of the question. On the same note, a fair share of the respondents maintained a neutral position on the 
issue of availability of rewarding systems, in their organizations. The possible explanation of the shocking 
outcomes is that most organizations, in the mobile communication sector do not appreciate the relevance of 
maintaining a rewarding system or program for their outstanding employees. Although employees achieve the 
goals that have been set for them for fear of being sacked, there is a high possibility that nobody will be willing 
to attempt anything beyond the set goals. Such situations might result to redundancy and underutilization of the 
available human resources. The existence of a rewarding system for distinctive employees in the organization 
was approved by a mere 50% of the respondents. 
Further, the question of rewarding employees who portray distinctive deployment of total quality management 
was accepted, by a substantial ratio of the respondents. Imperatively, 78% of the respondents confirmed that 





management were recognized and rewarded, by the company (Collins and Porras, 1994). The results indicate 
the focused commitment of the management of the companies to facilitate a full adoption of total quality 
management programs, in the entire company. As expected, a small percentage of respondents disagreed with 
the rewarding of employees who demonstrated unique deployment of TQM program. It is possible that such 
respondents had never been rewarded for their efforts, especially at times when the employees felt that they 
deserved recognition and reward (Collins and Porras, 1994). Therefore, the responses were most likely tied to 
the number of times such individuals have ever been recognized for their distinctive efforts (Deming, 1986). 
Finally, the question on whether creative total quality ideas, as well as process improvement, were rewarded and 
recognized non-monetary or a monetary incentive received an admirable positive response from the 
respondents. Most of the respondents agreed that exceptional ideas were recognized, by the management and 
employees who developed such quality ideas were rewarded for their efforts through promotions and financial 
rewards. However, the pessimistic group of employees believed that such things as recognition and rewarding of 
distinctive quality ideas did not exist in their companies (Cohen and Brand, 1993). It is vital to note that, the 
employment of rewards should not be used to replace the motivation of employees to work hard and adhere to 
quality standards (Flyvbjerg, 2006). In most cases, employees focus on the anticipated rewards that are supposed 
to accompany their exceptional efforts towards quality achievement in an organization (Cohen and Brand, 1993). 
In the event that such efforts are not rewarded or recognized due to failure in the procedure, such employees 
might develop an unhealthy behavior, which might harm the productivity of the company. 
 
5.3 TRAINING AND LEARNING 
Top class companies realizes that all industries have similar access to equipment, people, financing and technology 
(Flyvbjerg, 2006). The development of employees requires thorough selection of academic programs, which 
should be offered to employees to ensure that they obtain current technical knowledge (Collins and Porras, 
1994). Training and learning provide essential knowledge and skills, which facilitate the reduction of production 
cost, improvement of quality, as well as improvement of productivity (Eng and Yusof, 2003). The process of 
providing learning opportunities and training to employees is an investment that should be undertaken; by any 
organization that is interested in making an impact in the implementation of total quality program (Collins and 
Porras, 1994). Employees should be equipped with skills and knowledge, which will help the employees participate 
constructively, in the production process of the company. In the environment of total quality management, the 
entire team of employees is expected to acquire extra-ordinary capabilities to perform work and improve the 
process. Therefore, a comprehensive training is vital, and it must be incorporated in the organizational culture 
of the company (Cohen and Brand, 1993). Training the philosophy of total quality management techniques, tools 
and guiding principles is an incessant process, which should be maintained to ensure the entire aspects of TQM 
are internalized in an organization (Kappelman and Prybutok, 1995). On the same note, the team and personal 
interaction skills must be advanced incessantly. However, training and learning should not be done, without a 
focused purpose. The training in an organization should be directed to the group of an employee who will put 
the training to immediate use. The most appropriate starting point for training is the management level. Once 
the senior personnel in a company are conversant with the required training and skills, the same should be 
extended to all employees to ensure that everyone is knowledgeable (Cohen and Brand, 1993). In other words, 
once the management and leadership has the skills and navigate the organization through the process of total 
quality management, the rest of the employees should be trained to warrant a consistent, systematic and 
integrated organization. Job skills trainings that are specific should be offered to the company personnel. The 
skills should be updated and upgraded constantly to reflect the elevated process (Cohen and Brand, 1993). Studies 
have established that the management of companies expects employees to grasp the skills of quality production 
and perform accurate task. However, the management fails to provide the tools, empowerment and information 
mandatory for self-management to work commendably (Eng and Yusof, 2003). Therefore, any teaching must be 
geared to objectives that are clearly defined, specific, and training should be done within the shortest period that 
knowledge is required (Cohen and Brand, 1993). Further, the training should be reinforced to warrant the 
outcomes required to achieve victory. It should bear in mind that education and training are certainly not ending 





adopt total quality management, should become learning organizations (Cohen and Brand, 1993). Up to 63%, of 
respondents agreed to the fact that all employees at the entire levels were involved in having partaken specialized 
TQM concept training (Collins and Porras, 1994). Although the percentage of the respondents that agreed with 
the idea of specialized training for all the employees in the mobile companies that were adopting total quality 
management the fair response, proved that training is essential in any implementation process involving TQM 
(Pheng and Teo, 2004). However, there was a strong inclination towards disagreeing with the possibility of 
specialized training for people involved in TQM implementation (Hyde, 1992). More than 16% of the respondents 
disagreed with availability of specialized training for all employees involved in the concept of TQM. There were 
also a small number of respondents who remained neutral on the issue of specialized training for all employees 
taking part in the implementation of TQM (Hyde, 1992). The responses emphasize that companies that are 
interested in implementing a successful total quality management program should be prepared to offer training 
to all workers. This will ensure consistency between the expectations and requirements of TQM benefits and 
the outcome. The financial constraints are the most likely challenges, which result to the insufficient specialized 
training to employees (Cohen and Brand, 1993). This factor is extremely critical because employees require a 
thorough understanding of the concepts, philosophies and principles of total quality management (Collins and 
Porras, 1994). Unless the employees grasp the basic and advanced structure of the managerial philosophy, the 
implementation process will fail at the initial stages (Cohen and Brand, 1993). Secondly, the availability of expertise 
and materials, which can be used to offer specialized learning are also inadequate; thus making it difficult for the 
entire company personnel to access the specialized training (Collins and Porras, 1994). As the paper had 
mentioned in the introduction, the implementation of total quality management, in the developing nations is still 
in the juvenile stages. 
Furthermore, the majority of respondents felt agreed that the employs involved in TQM were trained on the 
techniques and tools of employed for total quality management. Although the number of respondents who 
disagreed with the idea of training employees on TQM technique and tools was substantially high, the situation 
did not change the reality that most respondent were convinced that the techniques and tools of total quality 
management were known to most employees (Eng and Yusof, 2003). Possibly, most companies did not uphold 
significance of continuous learning under the assumption that one time learning experience was sufficient for 
sustaining a TQM program (Cohen and Brand, 1993). It is imperative to note that, new methods and techniques 
of total quality management program emerge every time. An organization should provide continuous training for 
employees to warrant that employees can respond to emerging market demands (Thompson, 2008). 
 
5.4 CUSTOMER FOCUSES 
The key purpose of establishing a business is to realize proceeds from the activities of the business firm. This 
objective can only be achieved when customers consume the services and products of the company at an 
attractive price. In the event that a business cannot sell its services to the customers, huge losses are incurred, 
and the business might close down. Therefore, winning the confidence and loyalty of customers become the most 
critical factor, which should be considered, by the business management. On the same note, the aim of total 
quality management is to win and keep customers while ensuring that customers are delighted at the services 
and products. Progressively, service and manufacturing organizations have chosen customer gratification as the 
measure for excellence. An organization must provide its customers with quality service or product, which 
respond to the needs of the clients. Similarly, the service or product that is provided to the clients, by the 
organization should be delivered on time and at a reasonable price to the customers (Crom and France, 1996). 
One of the most basic approaches of total quality management is giving attention to the voice of the customers, 
as well as responding to the dynamic expectations, needs and perceptions (Collins and Porras, 1994). Companies 
that maintain a close contact with their clients can establish customer needs, which facilitate the companies to 
gather information on the trends of the customers. The information can be employed in benchmarking and 
outshining the competitors (Juran, 1989). For instance, mobily company has experienced massive success due to 
maintaining a close contact with customers (Cohen and Brand, 1993). The interactions facilitate the company to 
collect information regarding the things that their customers desire to have in their life for effective mobile 





informed, by the demands of the customers. The strategy of listening to the needs of the customers and sharing 
their worries facilitate companies to retain their customers, as well as attract potential customers (Crom and 
France, 1996). Business firms that seek to satisfy their customers should consider responding to the needs of the 
internal customers to the business. The internal customers of a business are the employees and their challenges 
and issues should be fixed before the business can extend the concern to external customers. Employees are 
part of the process of the business and assets of the same. Therefore, conducive working condition should be 
created for the employee; thus warrant a clear avenue for producing goods with the required quality (Purser and 
Cabana, 1997). Further, employees should be empowered through training programs, which equip them with the 
vital skills, techniques and tools necessary self-management, as well as efficient working (Bergman and Klefsjo, 
1994). Satisfied and committed employees constitute a concrete working force, and the utilization of the same 











Every person is involved (its customers and 
suppliers); 
2 Quality Customer requirements are met exactly, 
3 Management Senior executives are fully committed 
 
Table 2: Four Stages of TQM Evaluations (Ohmer, 1997) 
Stage-1 Stage-11 Stage-111 Stage-1V 






reliability of mass 
production.  
 
Quality control era where 
several important quality tools 
like analysis of variability, 
statistical sampling and 
statistical process control 
were introduced. The Japanese 
adopted several of these 
processes in the 1950s while 
the Americans did not. The era 
was at the onset of 20th 
century.  
Quality Assurance era 
where quality is in its 
maturity stage: it 
developed from a 
restricted, 
manufacturing-based 




Strategic Quality Management 
era which describes the 
movement whereby product 
and service quality were 
linked to top management 
support, profitability, strategic 
planning, and quality is viewed 
as an aggressive competitive 
weapon. 
 
In line with the survey outcomes, there was a clear indication that the priorities of the customers are taken 
seriously and attended, without delay. Most of the respondents (more than 85%) agreed that the wants of the 
customers were acknowledged and analyzed systematically (Collins and Porras, 1994). At such a high percentage, 
only a few respondents disagreed with the position of the question, probably due to occasional cases of negligence 
to the needs of the customers (Bergman and Klefsjo, 1994). It is evident that, relatively all organizations handle 
the concerns of customers from a systematic approach to warrant that they come up with the best solution. A 
similar high percentage was obtained from the question regarding the process of handling the complaints from 
customers (Cohen and Brand, 1993). The results established that the complaints of the customers were 
prioritized by almost all organizations; as they sought to retain the loyalty of their customers. More than 75% of 
the research participants agreed that the complaints of the customers were handled commendably. Imperatively, 
there is still a small ratio of respondents who remained neutral concerning the issue, although the number of 





The issue of customer’s satisfaction being a critical factor for the success of business received an overwhelming 
acceptance; as almost all the respondents agreed with the position of the question (Osland, 1997). More than 
87% of the respondents agreed that the satisfaction of customers was central to the success of the business 
(Juran, 1989). However, some people failed to recognize the significance of customer delight and satisfaction to 
the success of a business. Although these respondents had their reasons for the responses that they gave; almost 
everyone acknowledges the fact that clients’ delight and satisfaction is the key pillar for business success. 
Finally, there was a shocking outcome on the response of whether TQM program was delighting and satisfying 
the clients; as only slightly above half the respondents agreed with the position. 19% of the respondents disagreed 
with the position that TQM program was contributing to the clients’ satisfaction (Collins and Porras, 1994). The 
complete and successful implementation of total quality management is not a one off activity, which portrays 
positive results in a day or two. The process takes time to be fully implemented, and the expected results might 
take time to realize (Collins and Porras, 1994). Further, customer might not express their satisfaction as mobile 
products are not the items that one purchases frequently. Therefore, the low response performance of the issue 
of the impact of TQM the satisfaction of customers could be due to lack of sufficient feedback from customers. 
 
Table 3: Five approaches by Garvin’s (Torbica, 1997; Lian, 2001) 
Name of Approach Descriptions of Approaches 
Transcendent approach where quality is considered to be similar with innate 
excellence; 
Product-based approach where quality is considered to be a characteristic of 
the product; 
User-based approach where the user is left to decide on the quality; 
Manufacturing-based 
approach 
where quality is viewed from the viewpoint of 
engineering; 
Value-based approach where the product or service conforms to certain 
specifications 
 
Table 4: Popular List of Saudi Arabia Telecom Industries (Besterfield, 2003) 
S. 
No 
Name of telecommunication 
industries 





5.5 CONTINUOUS IMPROVEMENT 
The support from the management in both deed and word is vital for the realization of the continuous 
improvement goal. The effects of the gains from continuous improvement will be interpreted in the increased 
productivity and quality. The success of total quality management implementation is extremely dependent on 
incessant improvement of the entire processes and systems of the organization (Juran, 1989). A system of 
continuous improvement propels the organization and business firms towards the achievement of the vision. It 
is essential to note that, the system of improvement should be consistently and continuously applied, throughout 
the business firm (Juran, 1989). This necessitates a methodical system of continuous improvement, which is based 
on trust and honesty and the collaborated effort of every employee seeking to advance the system. The concept 





the organization, by the top leadership, as well as participation from the entire team of employees (Pekar and 
Pekar, 2009). What follows is that all individuals commit their specified mission to accomplish the overall goals 
and objectives of the organization. The process facilitates the establishment of priorities and focus of the vision, 
which is comprehended, by all people. The phase that follows the above step is listing of the entire opportunities 
for improvement. The external and internal customers are identified in the stage, as well as their expectations 
and needs comprehended appropriately. The third stage identifies that critical improvement opportunities 
(specified) with regard to the processes (critical), have the greatest influence on the satisfaction of customers 
(Dean and Bowen, 1994). The final stage involves the evaluation of the impact of the improvement processes 
that have been executed. The achievements that have been realized throughout the improvement process are 
held against the overall mission. Once the cycle is completed, new missions and goals are developed and pursued 
through the same cycle. Therefore, the process of continuous improvement does not cease, but proceed 
progressively over time. 
 
The study concerning continuous improvement revealed an overwhelming acceptance; as the research 
participants responded to the questions more than 75% agreement. This means that continuous improvement 
was the most accepted and evidenced critical factor affecting the implementation of TQM (Cohen and Brand, 
1993). It is not possible to rule out the fact there are some respondents who felt that continuous was not a 
critical factor, in the implementation of TQM (Bergman and Klefsjo, 1994). However, almost every respondent 
recognized the essence of continuous improvement; as businesses should be willing to upgrade their policies and 
missions gradually to match the dynamic business world. It is evident that, lots of policies and strategies lose their 
relevance with time; thus such policies should be replaced with current approaches (Collins and Porras, 1994). 
More importantly, the collection and analysis of data to advance the process quality stood out as the most 
essential component of continuous improvement; as the entire decisions are informed, by reliable data. 
 
5.6 WORKFORCE / EMPLOYEE INVOLVEMENT  
Usually employees occupy in the heart of TQM implementation and their involvement in the entire process is 
vital. The critical factor on employee involvement is motivated by the fact that employees are the movers of 
change (Bergman and Klefsjo, 1994). Employees should be motivated to participate actively, in the TQM program 
through ideas and talents, which should be focused towards the attainment of organizational goals. Companies 
that wish to realize sustained results should consider involving their workforces; as people who are involved in 
the development of a program support the program in all ways possible (Bergman and Klefsjo, 1994). Further, 
such people sacrifice their resources and time to warrant the success of the program. 
The majority of respondents were convinced that employees were committed to attaining excellence through 
the goals of TQM (Bergman and Klefsjo, 1994). More than 70% agreed that the commitment of employees for 
excellence through total quality management goals (Collins and Porras, 1994). However, there is a group of about 
20% of respondents who disagreed with the position that employees were concerned about the working of TQM. 
Although the majority of respondents agreed that employees were committed to the course of implementing 
TQM program and realized their goals through the managerial program, there are a sizeable number of research 
participants who did not agree with the commitment of the employees (Collins and Porras, 1994). Perhaps the 
some respondents felt that most employees have not yet internalized the concepts and principles of total quality 
management. 
A huge proportion of respondents agreed with the fact that employees portrayed participative and acceptance 
attitude toward the transformational culture change (transformational). Although the proportion of respondents 
that agreed with the fact that employees recognize the transformational culture, through positive attitude 
towards the culture; there was a significant ratio of respondents who did not believe that employees considered 
achieving anything from the long-term transformational culture (Bergman and Klefsjo, 1994). There was also a 
massive inclination towards the belief that the satisfaction and happiness of employees is as significant as 
customers. The inclination springs from the fact that employees engage into direct contact with the 





extend the same mood to customers who will feel appreciated. However, there are respondents who did not 
agree with the idea of equality between employees and customers probably because business firms in the 
developing nations value customers more than their employees. The cases of unemployment are high in the 
developing nations and employers know that they can access cheap labor easily (Mittal, 1999). Therefore, they 
fail to consider the welfare of the employees because most employees are desperate. 
Further, there was a winning agreement that employees are empowered to be creative and innovative and 
creative in their tasks, by the management. However, this position was sharply contrasted by the large number 
of respondents who disagreed with the position of the assumption. There was a unanimous agreement that 
employees are responsible for handling their work. Every employee is assigned a number of duties, which must 
be handled with the expected accuracy. Questions that arise concerning the way a task was completed are 
directed to the employee. However, there are cases that demand the involvement of supervisor and managers 
who are called to answer for the work done, by the junior employees. Further, employees are updated on the 
progress of the TQM implementation process, as well as the progress of tasks; as the organization expand into 
new areas of operations. 
 
6. TQM PROCESS OUTPUT AND EVALUATION 
There was unanimous agreement that the program of TQM was an excellent tool to improve the quality of 
service and product. The slight level of disagreement that was witnessed with a few respondents was perhaps 
due to the fact that most employees had not internalized, as well as mastered the efficiency of total quality 
management development tool. There was a similar high level of agreement that total quality management 
program contained the running and production costs of mobile companies (Collins and Porras, 1994). The 
advancement in the entire processes quality results to high output and minimize wastages. However, most of the 
TQM benefits might take time to realize; thus the significant ratio of respondents who disagreed with the fact 
TQM was cost effective. Similarly, lots of respondents agreed that the company revenue increases remarkably 
due to increased sales and profit margins as a result of competitive advantage (Purser and Cabana, 1997). Finally, 
there was over 80% agreement that mistakes were analyzed and corrected to avoid future repetitions of the 
same mistakes result to huge losses to the company (Juran, 1989). Therefore, it is vital to determine the causes 
of mistakes; thus devise ways of rectifying the situation. The number of respondents who did not believe that 
mistakes were analyzed and corrected is accounted, by the inadequate knowledge and skills to avoid future 
mistakes or establish the causes. The overall output evaluation show that lots of benefits are reaped from the 
implementation of total quality management. 
 
7. CONCLUSION 
The TQM is a vital business managerial philosophy, which facilitates businesses to move from simple operations 
to greatness. Such greatness and success in business is achieved through increased productivity, competitiveness 
and profitability of a business. TQM advocate for a key transformation of a business enterprise to embrace total 
adoption of quality in the entire areas and sections of operations. The overall effect is that the entire business 
operations are handled with keen interest on quality. In today’s business world, quality has become the key 
criterion to measure excellence, and the same is translated to customer satisfaction. There are various factors 
that affect the implementation of TQM in telecom industry of Saudi Arabia. The entire factors should be 
considered critically during the implementation of TQM program. Every facto is significant, and the managerial 
philosophy works best when the seven factors are considered with accuracy. The factors include reward 
recognition, training and learning, management involvement, continuous improvement, and customer focus and 
workforce involvement. Although there are shortcomings, which are witnessed when implementing TQM 
programs, the challenges will eventually disappear; as the developing nations learn more about the principles and 
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